
Sprinkler repair Startup: A Real-World Sample

Business Plan

SprinklerGuard Solutions LLC, Arizona LLC founded March 15, 2024. CEO Michael Reyes (Arizona ROC49211

license, 12 years irrigation experience) exited DesertSpray Irrigation technician role to launch mobile repair service

targeting 420,000 Maricopa County homes with sprinkler systems. We charge $185 average repair ticket to

residential/commercial clients, targeting $186,420 Year 1 revenue with 35% gross margin. Business plan dated

October 26, 2024.



SECTION 1: EXECUTIVE SUMMARY

Arizona homeowners lose $217 per year on average due to inefficient irrigation systems (USGS 2023), with 68% of

Phoenix-area systems operating below 70% efficiency (Arizona Municipal Water Users Association). SprinklerGuard

provides same-day repair services using licensed technicians and digital diagnostics, capturing 0.5% of Maricopa

County's $2.1M serviceable market in Year 1. We charge $89-$350 per repair (avg $185) and $249/year for

maintenance contracts, achieving 35% gross margins through 65% COGS control (45% parts, 20% direct labor).

Revenue model combines one-time repairs (78% of Year 1 revenue) and recurring maintenance contracts (22%). Year

1 requires $125,000 funding ($50k owner, $75k SBA 7(a) loan at 7.5% interest) to cover $52,000 startup costs and 6

months of negative cash flow. Break-even occurs at $42,571 monthly revenue (Month 14), achieved through 75 repair

jobs/month and 80 maintenance contracts by Year 2. Net profitability begins Month 10 with $26,000 monthly revenue.

Funding covers $12,000 van leases (2 Ford Transit Connects), $8,500 tools, $6,000 parts inventory, and $25,500

marketing/operations runway. This capital enables 14-month path to profitability, $504,000 Year 3 revenue, and 22.8%

net margin. Investor ROI: 3.2x by Year 5 via acquisition (landscaping services trade at 3.5x EBITDA per IBISWorld).



SECTION 2: COMPANY OVERVIEW

SprinklerGuard Solutions LLC formed as Arizona LLC on March 15, 2024 for liability protection and pass-through

taxation. Located in Phoenix (2801 E Southern Ave) to access Maricopa County's 4.3M residents and $78,000 median

household income. 70/30 ownership split between Reyes (operations) and Tran (COO) aligns with capital contribution

and sweat equity.

Reyes increased DesertSpray Irrigation's technician utilization from 62% to 78% in 3 years (2021-2023), reducing

customer wait times from 72 to 24 hours. Tran cut LawnPro Services AZ's customer acquisition cost from $82 to $58

through CRM optimization (2020-2022). Kim (Lead Technician) holds ADEQ backflow certification and Rain

Bird/Hunter master technician credentials.

Date Milestone Status Next Steps

Mar 2024 Business registration &
ROC licensing

Complete NONE

Apr 2024 Van leasing & branding Complete NONE

May 2024 Jobber/QuickBooks
integration

Complete NONE

Jun 2024 First 10 paying
customers

Complete Scale to 20 jobs/month

Sep 2024 Google My Business
profile (10 reviews)

Complete Reach 25 reviews by
Nov

Dec 2024 Break $15k monthly
revenue

In Progress Achieve $18k by Jan
2025

Mar 2025 Secure 2 property
management contracts

Planned Target Greystar AZ
portfolio

Jun 2025 Expand to Scottsdale
service area

Planned Hire 1 additional
technician



SECTION 3: MARKET ANALYSIS

TAM: $1.2B (U.S. irrigation repair, IBISWorld 2023). SAM: $180M (Southwest U.S. - AZ, NV, NM, Southern CA). SOM:

$2.1M (Maricopa County: 420,000 homes with sprinkler systems x $500 avg annual repair spend). SOM calculation:

420,000 homes x 0.5% Year 1 capture rate x $500 = $1,050,000; + $780,000 commercial (20% of SAM) + $270,000

maintenance contracts = $2.1M.

Target customers: Residential homeowners (70% of SOM) in ZIP codes 85018, 85054, 85255 (median home value

$412,000, 35-65 years old). Commercial clients (30% of SOM) include property managers spending

$1,200-$2,500/month per property on repairs (BOMA 2023 survey). 68% of homeowners prioritize same-day service

over price (Sprinkler Repair Consumer Report 2024).

Key trends: 1) Arizona water regulations increased repair demand 12% YoY (ADEQ 2023); 2) Sun Belt population

growth (Phoenix +2.1% annually) expands addressable market; 3) 41% of homes built 1990-2010 require system

upgrades (US Census); 4) Smart irrigation adoption growing at 18% CAGR (Grand View Research).

Segment Size ($) Growth Rate Our Share Target Rationale

Residential
(Single-Family)

1,470,000 6.2% 0.5% (Year 1) High concentration in
target ZIP codes;
70% of local market

Multi-Family Property
Mgmt

420,000 8.1% 0.3% (Year 1) 20% of SAM;
requires SLAs for
scalability

Landscaping
Contractors

210,000 5.0% 1.0% (Year 1) Subcontracting
overflow; 10% of
SAM

Municipal/Government 0 0% 0% No bidding capacity
in Year 1

Category Total Addressable Serviceable
Available

Serviceable
Obtainable

Methodology

U.S. Market $1.2B $180M $0 IBISWorld
landscaping
subsector data

Southwest U.S. N/A $180M $2.1M 420k AZ homes x
$500 spend +
commercial

Maricopa County N/A $2.1M $1,050,000 420k homes x 0.5%
capture x $500



SECTION 4: COMPETITIVE ANALYSIS

Direct competitors: DesertSpray Irrigation (15 technicians, $1.8M revenue, 15% market share), H2O Repair Pros

(franchise, $950k revenue), Mr. Sprinkler (local, $420k revenue). DesertSpray charges $210 avg ticket but has 48-hour

response time. H2O's franchise model creates inconsistent pricing ($175-$240). Mr. Sprinkler lacks digital systems

(paper work orders).

Competitive advantages: 1) 2-hour emergency response (vs. 24+ hours industry standard) - achieved through

GPS-tracked fleet and on-call scheduling; 2) Digital reporting with water savings estimates (proven 18% higher

customer retention per field test); 3) 100% water-efficiency guarantee (backed by Rain Bird-certified diagnostics); 4)

Maintenance contracts at $249/year (15% below DesertSpray's $295).

Competitor Revenue Est. Pricing Key Strength Key Weakness Our
Differentiation

DesertSpray
Irrigation

$1.8M $210 avg Brand
recognition

Slow response
(48+ hrs)

Same-day
service + digital
reports

H2O Repair
Pros

$950k $175-$240 Franchise
network

Inconsistent
quality

Local
technicians with
ADEQ certs

Mr. Sprinkler $420k $165 avg Low pricing No digital
systems

Jobber CRM +
online
scheduling

DIY Kits (Home
Depot)

N/A $20-$100 Low cost 57% failure rate
(Consumer
Reports)

Licensed
expertise +
warranty

General
Handymen

N/A $75-$120 Low cost No irrigation
specialization

Certified
backflow testing

Strengths Weaknesses Opportunities Threats

Same-day response
capability

Limited brand
awareness

Tucson expansion (Q3
2025)

New competitors
entering market

35%+ gross margins Seasonal demand
(winter dip)

Smart irrigation
partnerships

Water regulation
changes

Recurring revenue
model

2-van fleet capacity limit Property management
contracts

Technician turnover
(15% industry avg)



Water-efficiency
guarantee

Owner-dependent
operations

Backflow testing
mandates

Drought reducing
landscaping spend



SECTION 5: PRODUCTS & SERVICES

Core service: Sprinkler system repair ($89-$350/job) including head/valve replacement, leak detection (using Fluke

thermal cameras), and controller programming. Customers receive digital report with before/after photos, water

savings estimate, and 30-day warranty. Maintenance plans include Spring Startup ($129), Fall Winterization ($149),

and Annual Package ($249) with 24/7 emergency discount.

Pricing strategy: 10% below DesertSpray to accelerate market entry. $185 avg repair ticket covers $83.25 COGS (45%

parts, 20% labor) yielding $101.75 gross profit (55% margin). Maintenance plans priced at 22% gross margin ($194

COGS on $249 price) to encourage volume. First-time customer discount: 15% off repairs (limited to $50 value).

Tier Price Features Target
Customer

Expected %
Revenue

Gross Margin

Basic Repair $89-$350 Single-issue fix,
30-day warranty

Homeowners 65% 55%

Emergency
Repair

$138-$400 24/7 service +
$49 after-hours
fee

All segments 13% 52%

Annual
Maintenance

$249 2 seasonal
services + 1
tune-up

Homeowners 22% 22%

Metric Value Calculation/Notes

Price per unit/service $185 Weighted avg of repair tickets

COGS per unit $83.25 $185 x 65% (45% parts + 20%
labor)

Gross Profit per unit $101.75 $185 - $83.25

Gross Margin % 55% $101.75 / $185

CAC $58.60 $3,000 monthly ad spend / 51
customers

LTV $412 ($185 x 1.8 jobs/year x 1.25 years)
x 55% margin



LTV:CAC ratio 7.0 $412 / $58.60 (above 3.0
benchmark)

Payback Period 3.4 months CAC / (Gross Profit per job x
jobs/month)



SECTION 6: MARKETING & SALES

Go-to-market: Google Local Service Ads (LSAs) targeting "sprinkler repair near me" (CPC $2.40, CTR 3.2%).

SEO-optimized service pages for 12 Maricopa County ZIP codes. $3,000 monthly ad budget yields 1,250 clicks (51

customers at 4.1% conversion), CAC $58.60. Direct mail to 5,000 high-value homes/month ($0.22/unit, 1.8% response

rate).

Sales cycle: 1) Lead from LSA/SEO (62%), referral (23%), or direct mail (15%); 2) 10-min phone consultation; 3) Free

on-site diagnostic; 4) Digital quote via Jobber (92% acceptance rate); 5) Service within 24 hours; 6) Post-service

review request (4.8 Google rating target). Close rate: 45% of diagnostics.

Retention: Automated SMS reminders for seasonal maintenance (32% redemption rate). Loyalty discount: 10% off

Year 2 maintenance. Referral program: $50 Home Depot card (18% participation rate). Target 30% repeat customer

rate (industry avg 25%). Expansion revenue: $75 backflow tests per multi-family unit.

Channel Monthly Budget Expected CAC Expected
Leads/Month

Conversion
Rate

Expected
Customers/Month

ROI

Google LSAs $2,500 $51.02 1,042 4.1% 43 5.9x

Direct Mail $1,100 $64.71 227 1.8% 4 2.5x

Referral Program $400 $22.22 18 100% 18 18.5x

Google My
Business

$0 $0 15 45% 7 Infinite

Month Google Ads Social
Media

Content/SEO Direct Mail Other Total Expected
Leads

Expected
Customers

1 2,500 0 0 1,100 400 4,000 1,402 72

2 2,500 0 0 1,100 400 4,000 1,402 72

3 2,500 0 0 1,100 400 4,000 1,402 72

4 2,500 0 500 1,100 400 4,500 1,452 74

5 2,500 0 500 1,100 400 4,500 1,452 74

6 2,500 0 500 1,100 400 4,500 1,452 74

7 2,500 0 500 1,100 400 4,500 1,452 74

8 2,500 0 500 1,100 400 4,500 1,452 74

9 2,500 0 500 1,100 400 4,500 1,452 74

10 2,500 0 500 1,100 400 4,500 1,452 74

11 2,500 0 500 1,100 400 4,500 1,452 74

12 2,500 0 500 1,100 400 4,500 1,452 74



SECTION 7: OPERATIONS

Dispatch via Jobber software (8 AM-6 PM M-F). Technicians use GPS-tracked vans with $2,500 parts inventory

(replenished weekly). Work order flow: 1) Lead enters system; 2) Dispatch assigns within 15 mins; 3) Tech completes

job with digital signature; 4) Auto-invoice sent; 5) Review request triggered. Fleet capacity: 4 jobs/tech/day (2 vans x 2

techs x 4 jobs = 8 jobs/day max).

Key vendors: Irrigation Warehouse AZ (net-30 terms, 15% volume discount at $10k/month). VanLease Pro (2024 Ford

Transit Connect @ $650/van/month including maintenance). Jobber ($89/user/month for scheduling/CRM). Rain Bird

(OEM training at $499/course).

Vendor/Supplier Service Monthly Cost Contract Terms Backup Option

Irrigation Warehouse
AZ

Parts & tools $2,000 Net-30; 15% discount
>$10k

Rain Bird Southwest

VanLease Pro Fleet leasing $1,300 24-month term Enterprise Fleet

Jobber Field service
software

$267 Month-to-month Housecall Pro

RingCentral Phone system $120 12-month term Nextiva

Tool Purpose Monthly Cost Users Alternatives
Considered

Jobber Scheduling,
invoicing, CRM

$267 4 Housecall Pro
(rejected: $329)

QuickBooks Online Accounting $35 2 Xero (rejected:
integration issues)

Google Workspace Email, docs, calendar $24 4 Microsoft 365
(rejected: $36)

Hootsuite Social media
management

$49 1 Buffer (rejected: $15,
limited features)



SECTION 8: MANAGEMENT TEAM

Flat structure: CEO (Reyes) oversees sales/strategy, COO (Tran) manages operations/techs. Compensation: CEO

takes $3,000/month draw until Month 14 profitability, then $5,000. COO salary $4,500/month. Lead tech $4,200/month.

Contractors paid $25/hour. No equity grants in Year 1.

Advisory board: Carlos Mendez (ex-ROC board member, irrigation licensing expert) - 0.5% equity. Lisa Chen (SaaS

CFO, 10x exit) - $150/hour consulting. Both provide monthly strategy sessions.

Month Role Salary Priority Source Onboarding
Time

1 Virtual Assistant $750 High Upwork 2 weeks

6 Part-Time
Bookkeeper

$1,250 Medium Intuit
Marketplace

3 weeks

10 Full-Time
Technician

$4,200 High Indeed 4 weeks

14 Sales
Coordinator

$3,500 Low LinkedIn 5 weeks



SECTION 9: FINANCIAL PLAN

Key assumptions: 1) 75 repair jobs/month Year 1 (grows to 100 by Year 3); 2) $185 avg ticket (5% annual increase); 3)

80 maintenance contracts Year 1 (grows to 250 by Year 3); 4) 65% COGS (45% parts, 20% labor); 5) 30% monthly

churn for one-time customers; 6) $58.60 CAC; 7) $17,400 monthly OpEx Year 1 (scales to $28,500 by Year 3).

Revenue model: 78% from repairs (75 jobs x $185 x 12 = $166,500), 22% from maintenance contracts (80 x $249 =

$19,920). Growth drivers: 1) Geographic expansion to Scottsdale (adds $42k revenue Year 2); 2) Property

management contracts (adds $78k revenue Year 3); 3) Smart upgrade upsells (15% of repairs).

Cost structure: 65% COGS (variable), 35% OpEx (70% fixed, 30% variable). Fixed OpEx: $12,180/month (salaries

$8,200, van lease $1,300, insurance $800, software $350, office $950, phone $300, misc $500). Variable OpEx:

$5,220/month (marketing $3,000, parts restocking $2,000, contractor labor $220).

Funding: $125,000 total ($50k owner, $75k SBA loan). Use: $12,000 vans, $8,500 tools, $6,000 parts, $4,500 website,

$7,000 marketing launch, $3,200 legal, $1,200 software, $9,600 insurance, $73,200 operating runway. Funds 18

months of operations, covering negative cash flow until Month 10.

Category ItemCost Notes

Legal/Formation LLC
filing,
ROC
license

3,200 Arizona
filing
fees
+
contractor
license

Licenses/Permits City
business
license

250 Phoenix
business
license

Equipment Diagnostic
tools

3,500 Fluke
multimeters,
thermal
cameras

Equipment Pipe
repair
kits

5,000 Per
van
inventory

Technology Website
development

4,500 WordPress
+
SEO
optimization



Initial Inventory Parts
stock

6,000 Valves,
heads,
controllers

Marketing Launch Branding/signage2,000 Van
wraps,
business
cards

Marketing Launch Digital
ad
reserve

5,000 Google
LSAs
prepayment

Working Capital 3
months
OpEx

52,200 $17,400
x
3

Insurance General
liability

6,000 12-month
policy

Insurance Auto
insurance

2,400 12-month
policy

Insurance Workers'
comp

1,200 12-month
policy

Professional Fees Accounting
setup

800 QuickBooks
configuration

Professional Fees Legal
review

1,500 Contract
templates

Contingency 10%
buffer

5,200 Unplanned
expenses

TOTAL 100,650

Category TypeMonthly Cost Annual Cost Notes



Salaries/Payroll Fixed8,200 98,400 COO
$4,500,
lead
tech
$4,200,
VA
$750

Contractor Labor Variable220 2,640 2
PT
techs
@
$25/hr
x
4.4
hrs/day

Van Lease Fixed1,300 15,600 2
vans
@
$650

Fuel Variable300 3,600 2
vans
x
40
miles/day
x
$3.50/gal

Insurance Fixed800 9,600 General
liability
+
auto
+
workers'
comp

Marketing Variable3,000 36,000 Google
LSAs,
direct
mail

Parts Restocking Variable2,000 24,000 45%
of
repair
revenue

Software Fixed350 4,200 Jobber,
QuickBooks,
Hootsuite

Office Lease Fixed950 11,400 800
sq.
ft.
shared
space



Phone/Internet Fixed300 3,600 RingCentral
+
business
internet

Loan Payment Fixed1,500 18,000 SBA
7(a)
payment
(starts
Month
7)

Miscellaneous Variable500 6,000 Training,
supplies,
travel

FIXED TOTAL 12,180 146,160

VARIABLE TOTAL 5,220 62,640

COMBINED TOTAL 17,400 208,800

Line
Item

M1 M2 M3 M4 M5 M6 M7 M8 M9 M10 M11 M12 Year
1

Revenue 8,500 10,200 11,900 13,600 15,300 17,000 18,700 20,400 22,100 23,800 25,500 27,200 186,420

COGS 5,525 6,630 7,735 8,840 9,945 11,050 12,155 13,260 14,365 15,470 16,575 17,680 121,173

Gross
Profit

2,975 3,570 4,165 4,760 5,355 5,950 6,545 7,140 7,735 8,330 8,925 9,520 65,247

Marketing 4,000 4,000 4,000 4,500 4,500 4,500 4,500 4,500 4,500 4,500 4,500 4,500 52,500

Salaries 8,200 8,200 8,200 8,200 8,200 8,200 8,200 8,200 8,200 8,200 8,200 8,200 98,400

Rent 950 950 950 950 950 950 950 950 950 950 950 950 11,400

Software 350 350 350 350 350 350 350 350 350 350 350 350 4,200

Insurance 800 800 800 800 800 800 800 800 800 800 800 800 9,600

Other
OpEx

1,700 1,700 1,700 1,700 1,700 1,700 1,700 1,700 1,700 1,700 1,700 1,700 20,400

Total
OpEx

16,000 16,000 16,000 16,500 16,500 16,500 16,500 16,500 16,500 16,500 16,500 16,500 196,500

EBITDA -13,025 -12,430 -11,835 -11,740 -11,145 -10,550 -9,955 -9,360 -8,765 -8,170 -7,575 -6,980 -131,253

Interest 0 0 0 0 0 0 469 469 469 469 469 469 3,750

Net
Income

-13,025 -12,430 -11,835 -11,740 -11,145 -10,550 -10,424 -9,829 -9,234 -8,639 -8,044 -7,449 -135,003



Line
Item

M1 M2 M3 M4 M5 M6 M7 M8 M9 M10 M11 M12

Beginning
Cash

73,000 60,275 48,145 36,610 25,365 14,515 4,465 -5,359 -14,588 -23,222 -31,261 -38,705

Cash
In
(Revenue)

8,500 10,200 11,900 13,600 15,300 17,000 18,700 20,400 22,100 23,800 25,500 27,200

Funding 50,000 0 0 0 0 0 0 0 0 0 0 0

Total
Cash
In

58,500 10,200 11,900 13,600 15,300 17,000 18,700 20,400 22,100 23,800 25,500 27,200

Cash
Out
(COGS)

5,525 6,630 7,735 8,840 9,945 11,050 12,155 13,260 14,365 15,470 16,575 17,680

OpEx
Payments

16,000 16,000 16,000 16,500 16,500 16,500 16,500 16,500 16,500 16,500 16,500 16,500

CapEx 52,000 0 0 0 0 0 0 0 0 0 0 0

Debt
Service

0 0 0 0 0 0 1,500 1,500 1,500 1,500 1,500 1,500

Total
Cash
Out

73,525 22,630 23,735 25,340 26,445 27,550 29,155 30,260 31,365 32,470 33,575 34,680

Net
Cash
Flow

-15,025 -12,430 -11,835 -11,740 -11,145 -10,550 -10,455 -9,860 -9,265 -8,670 -8,075 -7,480

Ending
Cash

60,275 48,145 36,610 25,365 14,515 4,465 -5,359 -14,588 -23,222 -31,261 -38,705 -45,685

Metric Y1 Y2 Q1 Y2 Q2 Y2 Q3 Y2 Q4 Y3 Q1 Y3 Q2 Y3 Q3 Y3 Q4 Y3 Total

Revenue 186,420 85,800 93,600 101,400 109,200 127,400 136,500 145,600 154,700 504,000

COGS 121,173 55,770 60,840 65,910 70,980 82,810 88,725 94,640 100,555 327,600

Gross
Profit

65,247 30,030 32,760 35,490 38,220 44,590 47,775 50,960 54,145 176,400

OpEx 196,500 71,000 72,500 74,000 75,500 77,000 78,500 80,000 81,500 309,000

EBITDA -131,253 -40,970 -39,740 -38,510 -37,280 -32,410 -30,725 -29,040 -27,355 -132,600

Net
Income

-135,003 -42,000 -40,500 -39,000 -37,500 -32,500 -30,500 -28,500 -26,500 -88,320

Ending
Cash

-45,685 -80,725 -115,225 -148,735 -180,245 -207,745 -232,245 -254,745 -275,245 -275,245

Metric Value Calculation



Monthly Fixed Costs 12,180 Salaries $8,200 + van $1,300 +
insurance $800 + software $350 +
rent $950 + phone $300 + misc
$500

Variable Cost per Unit 69.55 ($2,000 parts + $3,000 marketing +
$220 contractors + $300 fuel) / 75
jobs

Price per Unit 185.00 Average repair ticket

Contribution Margin per Unit 115.45 $185 - $69.55

Contribution Margin % 62.4% $115.45 / $185

Break-Even Units per Month 105 $12,180 / $115.45

Break-Even Revenue per Month 19,425 105 units x $185

Expected Break-Even Month 14 Based on Month 14 revenue
projection $26,000

Safety Margin 22.5% ($26,000 - $19,425) / $26,000

Metric Y1 Y2 Y3 Industry
Benchmark

Gross Margin % 35.0% 32.1% 35.0% 50-70% (service)

Operating Margin % -105.4% -12.8% -26.2% 10-15%

Net Profit Margin % -72.4% -12.9% 17.5% 5-10%

Current Ratio 0.8 1.1 1.5 1.5-2.0

Quick Ratio 0.6 0.9 1.2 1.0-1.5

CAC Payback Period 3.4 months 3.2 months 2.8 months 6-18 months



LTV:CAC Ratio 7.0 7.3 8.1 3.0+

Monthly Burn Rate 11,250 0 0 N/A

Runway (months) 6.5 Infinite Infinite 12+



SECTION 10: RISK ANALYSIS

Top risks: 1) Technician turnover (probability 4/5, impact $18k replacement cost per tech); 2) Seasonal demand drop

(probability 5/5, impact 35% revenue decline Q1); 3) Water regulation changes (probability 3/5, impact 20% revenue

shift); 4) SBA loan covenant breach (probability 2/5, impact $75k repayment acceleration).

Mitigation: 1) Cross-train all technicians; offer $1,000 retention bonus at 12 months; maintain 0.5 spare tech capacity;

2) Promote winterization contracts (target 40% revenue mix in Q1); add indoor valve repair services; 3) Monitor ADEQ

quarterly; allocate 5% revenue to compliance training; 4) Maintain $15k cash reserve; trigger owner capital call if

EBITDA falls below $5k/month.

Risk Probability Impact Risk Score Mitigation
Strategy

Contingency
Plan

Owner

Technician
turnover

4 4 16 Cross-training +
retention
bonuses

Use contractor
pool at $30/hr

Tran

Seasonal
revenue drop

5 3 15 Winterization
contracts (40%
Q1 target)

Reduce van
leases to 1 unit

Reyes

Regulatory
changes

3 4 12 Monthly ADEQ
compliance
review

Shift focus to
smart upgrades

Reyes

Loan covenant
breach

2 5 10 $15k cash
reserve

Owner capital
injection

Reyes

Vehicle
breakdown

3 3 9 VanLease Pro
maintenance
package

Rent replacement
van @ $120/day

Tran

Price war 2 4 8 Lock-in annual
contracts (22%
margin)

Reduce
marketing spend
by 30%

Reyes

Customer
non-payment

3 2 6 Credit card on file
+ auto-pay

Use collection
agency at 25%
fee

Tran

Drought reducing
spend

4 3 12 Promote water
savings (18% avg
reduction)

Partner with
xeriscaping firms

Reyes



SECTION 11: IMPLEMENTATION TIMELINE

Critical path: Achieve 50 Google reviews by Month 9 to boost LSA conversion (4.8+ rating increases clicks 27% per

Moz). Dependencies: Technician hiring (Month 10) requires $26k monthly revenue; Scottsdale expansion (Month 15)

requires 2 property management contracts. Key priority: Reduce CAC from $58.60 to $45 by Month 6 through referral

program optimization.

Month Milestone Deliverables Resources
Needed

Success Metric Owner

1 Launch
operations

2 vans
operational,
Jobber setup

$52k startup
capital

10 paying
customers

Reyes

2 Google My
Business setup

Profile live, 5
reviews

Review request
system

3.5+ rating Tran

3 First
maintenance
contracts

80 contracts
sold

Sales script
refinement

$1,660 monthly
revenue

Reyes

4 Optimize ad
spend

CAC reduced to
$52

Ad A/B testing 55 leads/month Tran

5 Implement
referral program

18
referrals/month

Home Depot
card inventory

CAC $48.50 Reyes

6 Reach $15k
revenue

65 jobs + 7
maintenance

Staff scheduling Cash flow
neutral

Tran

7 Begin loan
repayment

$1,500/month
payment

SBA portal
access

On-time
payment

Reyes

8 Secure first
property mgmt
contract

Greystar AZ
agreement

Proposal
template

$1,200/month
revenue

Reyes

9 50 Google
reviews

4.8+ average
rating

Review
automation

LSA conversion
+27%

Tran

10 Hire full-time
technician

3rd technician
onboarded

$4,200 salary
budget

90 jobs/month
capacity

Reyes

11 Break-even
revenue

$23,000 monthly
revenue

Scottsdale
marketing

Positive EBITDA Tran

12 Year 1 financial
close

Audited
financials

Bookkeeper hire Accurate P&L
reporting

Reyes



SECTION 12: APPENDIX

Supporting documents: Arizona ROC license #49211, SBA loan commitment letter, VanLease Pro contracts, ADEQ

backflow certification, 12-month cash flow model with sensitivity analysis. Key assumptions documented: 75

jobs/month based on 51 customers x 1.47 jobs/customer (industry avg 1.25-1.75), $185 avg ticket validated by

competitor pricing audit.
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